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THE ARMED FORCES SUPPLY SUPPCRT CENTER

13 December 1960

ADM. PATRICK: General Mundy, Gentlemen: A little over two
years ago the Department of Defense established the Armed Forces
Supply Support Center. The purpose of this new agency was to provide
for a more active coordination of some of the logistical'functions of the
military departments.,

| Cur speaker this morning is the Deputy Director of that organi-
zation. He has served in this capacity since the Center was established
several years ago, He has had a variety of responsible management
jobs throughout his career, both here in the United States and overseas,
I would like to say that he is one of our illustrious alumni, who greduated
from here in the class of 1955,

It gives me a great deal of pleasure to present Brigadier General
Irvin L, Allen, Gentlemen, General Allen,

GEN. ALLEN: Thank you, Admiral,

I felt quite flattered this morning, General Mundy advised me
that he was going to cancel today's session; but he looked at his schedule
and found that I was an alumnus and was going to make a talk, and he just
couldn't afford to do it,

Itis é pleasure to come back to the Industrial College and talk from
the platform on which each of you at one time or another has an opportun-
ity to practice your CP's,

I would like to discuss with you today the Armed Forces Supply




Center, some of the background of why we were established, its purpose
ané functions, a brief explanation of its organization, and a summary of
our business and how we do it,

In October, 1957, Mr. Wilson, the Secretary of Defense, directed
the Deputy Secretary tc make a study to see what we had done to improve
our materiel management in the Department of Defense, and what actions

in the future
we could dn;\to try to further improve it. As a result of this they estab-
lished a Logistics System Study Project. There were about four differ-
ent phases of it, Cne of these was to include the steps thatr had been
taken to date and the further steps that we could take,

(Slide 1) A quick listing of the things that have been done in the

include
last ten or twelve years to improve materiel management woulc}\ programs
such as these shown on this chart;

Single department procurement, in which one department buys for
the others,

Plant cognizance, in which one department is charged with respon-
sibility for inspection, watching the procurement contracts in a partic-
ular plant for all the other services.

The Federal Cataloging Program, about which I will speak in
more detail later,

Defenge Standardization Program, which I will also cover,

Public Law 216 of 1949, which is the one that prescribes financial
as well as item management and inventories in the Department of Defense,
It is the one that placed the Comptroller in such an important spot in our
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organization,

Public Law 152 of 1949, which established GSA .28 the common
supply service for ngeral agencies,

Single managers, 1955-1956, for common commodity classes such
as food, clothing, medical, and POL,

Then we Vhave the Excess Screening Program, by which we screen
items prior to ltheir disposal to insure that they are utilized,

Interservice Supply Support Program, which is a voluntary program
undertaken by the supply managers of the four military services, by
which they exchange requirements and assets prior to the time that they
become excess.,

Last, the Defense Communications Agency, which is a new agency,
becoming operational shortly, which combines an operational function
along with certain materiel functions, They have a function of reviewing
and coordinating research projects» dealing with communications equip-
ment which are going to be used by the various services. This is a com~
bination that has not to date appeared on the scene,

The Logistics System Study Project came up with a number of
recommendations. In this summary of the team report the Asgsistant
Secretary recommended that an Armed Forces supply agency be estab-
lished, which would take the following functions: cataloging, standar-
dization, materiel utilization; and add another function which previously
had not been performed by any single agency, and that was operational

planning or analysis.
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We have always had in each department, in each military service,
a great deal of planning on things that should be done to improve opera-
tioﬁs; but there was no agency that looked horizontally across the four
military services to determine the things that needed to be done to
improve the materiel management across the four military services.
That was the reason for this particular function being assigned to the
Center.

The Armed Forces Supply Support Center was the name finally
agreed to for the agency, and it was established in June and July of 1958,

{Chart 2)

These are ther functions of the Center;

To administer the Federal Cataloging Program.

To administer the Defense Standardization Program,

To administer the Defense Materiel Utilization Program,

To conduct studies écross the board on the operations of the supply
systems to obtain optimum integration and economy.

(Chart 3)

This is the organization of the Center. It has its Council, the
Chairman of which is the Deputy Assistant Secretary ¢S. and L.), Mr.
Philip LeBoutillier, Jr, There's an Army member, Major General
Floyd A. Hansen, Director of Supply Operations, The Navy member is
Admiral J, W. Boundy, Chief of BUSANDA., The Marine Carps member
is Major General C. R, Allen, the Quartermaster General of the Marine
Corps. The Air Force member is General Senter, the Deputy to General
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Bradley, Mr. Hangen, a former official of the J, C, Penney Company,
and the Director of the Center, is also a member, There are alternate
members, of which I am one,

We have four operating divisions, plusra NManagement Cffice and
an Analysis Staff, The Cataloging Division is headed by Captain Darbin,
a BUSANDA officer, The Standardization Division is headed by Colonel
L. Wiley, an Ordnance officer from the Army. The Utilization Division
is headed by Captain Donald Leathy, a Navy officer. The Data Process-
ing and the Management Cffice are headed by civilians, and the Analysis
Staff.is headed by Colonel Joe De.Luca, an Air Force officer,

I'd like to discuss now one of the more importani--the Federal
Supply Cataleging Program, {Chart 4) It is one of the most important

probably

programs of the Center; and I think it isj\one of the tools of management
which has made possible many of the improvements in our system which
have occurred during the past ten or twelve years,

At the end of World War II, we had 17 different catalogs in existence
in the Department of Defense, That was 17 different languages being
spoken, In 1952, Congress directed the establishment of the Federal Cata-

loging Program by Public Law 436, which is now U, S. Code 10, Chapter

145,
(Chart 5)
This is what the law states that would be done:
That the Secretary of Defense would establish a catalog program.
That this system would name, describe, classify, and number

recurrent use items in our supply system,
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Additional data needed for management would be included,

That during the development of it we wouid maintain liaison with
industry so that they knew what we were doing,

That thé work would be delegated to the departments, and they
ﬁould be a part of the system,

That time schedules would be established for the various phases
of development of this system and the conversion of the items now in the
system to the new system.

And, most important, that they would assure use of only one iden-
tificati.on for one item in all supply functions,

And, last, that they would distribute the catalog data to all the
users,

Now, this program was completed about three or four years ago,
As of December, 1958, all the items in all the military establishments
had been converted to the new numbers. At least, they reported that,

The single number and identification in use by all services has
been an indispensable one in management, and certainly in interservice
supply support., Itis significant, for example, that no single manager
was established prior to the time that the Federal Catalog System was
introduced and the items had all been identified, so that people knew what
was in the system, The existence of uniform item identification has
carried us from the hand-to-mouth cross-support of World War II to the
integrated materiel utilization system which I will describe in somewhat

more detail later,




{Chart’6) In the development ofi this system there were many tools that .:
had to be developed. We develope& al.tgnost 23, 000 approved names, and
referenced these to some 36, 0060 collo;quial names. Almost 12,000 des-
cription patterns, reference drawings,; and about 8800 styles.

| Now, in the Classification System the items are divided intoc 76

Federal Supply Groups and 556 Classefs. All of these are numbered,"

under the overriding regulations contained in the Federal Manual Supply
Catlog shown on this chart.

( Chart 7} It was mentioned in'the law that additional data would
be included in the system, and on this.chart are some of the things that
are in the Federal Catalog System foriuse of people who are using the
system. |

Manufacturers! Codes. There'!s a manufacturerts code assigned
to each manufacturer's plant which furnishes items for the military ser-
vices. Not only those in the United E‘;tates, but we include many foreign
countries in NATQ, The plants locé.ted there have been assigned manu-
fa cturers' code numbers by our center,

We have over 6, 500, 0600 manufac;:turers' part numbers in our
central file, Against these part numbérs are maiched new items coming
into the system, particularly in provisioning, where you are bringing
in many new items, or at least ones théat are new to the people who are
provisioning them, but when they are fsent in to the Center for the assign-
ment of a nuxﬁber, and we match it against the manufacturers® part
number file, we frequently find that some other service has already
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cataloged that item in the system.
| Supply Status Codes, which we introduced in the air program, which
I'1]1 mention later,

‘Standardization Status Codes. Whether the item is standard,
limited standard, or non-standard, |

We also reference; or the services are supposed to reference, each
catalogr item with the specification or standard against which it was bought,
However, that has not been done by all of the agencies, and we have less
than 300, 000 items in our system today which are ;‘eferenced specifically
against specifications, We know that number is iarger, and it probably
should run 15 to 20 percent, We know we'll never have all the items in
the systemAstandard, but we certainly should have more than 10 percent,

Responsibility Codes. Who manages, uses it? |

And, last, Freight Classification Codes. Thé traffic management
agency considers that Classification Codes could be entered in the catalog
system and be distr;lbuted through the same system which distributes the
catalog numbers themselves, He has coded up io date ébout a million and
a half items--1, 400, 000, and it's somewhat greafer nows; gnd these are
being distributed directly to each agency which uses the item, It'sa
selective, tailored distribﬁtion.

(Chart 8} In this businesg a basic requirement is for speed, to
compress the time cycles. We never have enough time to do all the things
we should do, So we must speed up the assignment of Federal numbers,
and we do that through automation, We have an Automatic Data Processing
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System and a Data Transmiséion System in operation.

Cur Data Processing System--an IBM 705-1I--is probably the most efficies
iently used in the ﬁepartment of Defensé. There is almost 95 percent
utilization. It is operated around the clock, seven days a week.

We are now, in fact, we just changed over to the ‘7 05-1I1 1ast week,
which is a faster machine, with greater memory capacity, It should per-
mit us to dc more than has been done in the past,

Cur Data Transmission System is a first. This system, composed
oi:: Frieden Flexowriter, a  :rieden Teledata, a;id an AT&T Recorded
Carrier, make up the system. It is connected over long-distance toll
telephone lines, to 42 cataloging activities and 35 locations, Each
installation processes requests for descripti;re items and most of the
changés over this Data Transmission System. It operates at a speed
of about 3600 characters per minute, That's pretty slow, The agencies
themselves have a®8€9¢or the use of this system between agencies,
particularly in the interservicing operations and securing for other people
the information they need for their supply systems.

S0 we have asked industry to produce for us some faster machines,
and IBEN. is producing a faster machine, which will be on the market in
about July., It will permit speeds of about 9, 000 characters a minute,
which ig 'very close to the maximum that you can transmit characters
over normal telephone lines, This should help a great deal in providing
flexibility and expansion for the military services themselves for their

own use,




This rapid transmission system cuts about eight to ten days off
of the cataloging cycle, because that's the mailing time preﬁously used,
pa;:kaging éll the stuff and mailing it in to the Center and returning it
by mail,

In this catalog systemm NATG and Australia have also adopted the
Federal System; and we are an integral part of the NATQ cataloging
system. NATQ uses a 13-digit number instead of the 1l-digit number in
the Federal Catalog System. - Two extra digits were added aftef the
first four numbers, the first two being the Federal Supply Gfoup and
the second being the Federal Supply Class; and then a #IIN, which is a
vseven-d_igit number. NATO adds a country code. The U.S. code is
GO. I believe Germany is 1l and various other countries 12, 13, up to
the total number in fIATO.

(Chart 9} In any program as large as the Federal catalog conver-
sion and identification, there would be certainly some errors which inev-
itably would -creep in, Some items would have two numbers assigned to
them, because of the fact that an agency had described it somewhat dif-
ferently than another agency,

Recognizing this, about two years ago there was initiated in the
military departments in DOD an. Accelerated Item Reduction Program.
This had about two or three objectives, First was to correct those errors
which had crept into the system. Secondly was to better describe the
items themselves. And third was, after this was done, to look them over

‘to see which of these could be eliminated and dropped out of the system.
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The complete steps are shown on this chart, Step‘l was a status
coding. The status coding actually showed us who managed the item
and in what capacity, And in doing that, we found out that many people
had gotten off of an item three or four years ago, but hadn't notified us;
therefore we could eliminate it from the Catalog System.

Step 1 has been completed, and we were able to eliminate approx-
imately 175, 000 items from the approximately 3 million 5 or 3 million
6 types of items in the file .

The second step, the catalog review, is now in its initial phases,
It's about a third through, A million of them have passed through Step 2.
About 3 percent of the items are being eliminated in this program.

The last step, step 3, an inventory review, has just started. In
that the military servicesy-and their assignee is the reviewer of a
particular segment of the class--their assignee looks at the items in
that class and he decides that certain areas may have some potentia.l
for elimination or reduction., And after doing that, he makes up whaf is
known as an lem Sfudy Listing; and in doing that he lists them in such a
way that the significant characteristics are listed one after another, so
you can determine whether or not some of these items could be eliminated
by the use of one in place of probably two or three. In the area of work
to date about 35, 000 items have been covered in the classes, of which
about actually 5, 000 were eliminated, which was about a 14 percent reduc-
tion of those items which were considered, of the 5, 000 out of the 6, 876,
the 6, 876 having been selected from the 34, 000 for actual review,
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Of the total items processed now, we have gotten about 6 percent
reduction,

Now I'd like to talk about the Sta;ldardization Program. (Chart 10)
It's another very important program. It was established by the same
law that established the Federal Cataloging Program,

(Chart 11) The law states as shown on this chart, and I think
you cal;l read it "In standardizing supplies the Secrétary ghall, to
the highest degree practicable-=-

"1 Standardize items used'throughout the Department of Defense by:

"Developing and using single specifications

"Eliminating overlapping and duplicate specifications

"Reducing the number of ‘sizes and kinds of items that are
generally similar

2, Standardize the methods of packing, packaging, and preserv-

ing standardized items.,"

{Chart 12} This chart shows the organization of the Department
of Defense for doing the étandardization work., You will note that the
basic tool for assigning classes of standardization ‘is by the Federal
Supply Classification clagses, which were developed in the Federal Cat~
aleg System. And each of the Deparitments is assigned a certain number
of classes, by Which they are the standardization assignees.. They review
the class, develep the standardization plan for the work to be done in
that class, and in turn these are delegated to certain agencies, either
within their own depértment or another department’to do the work,
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depending on the interest and the competence of the people involved,

(Chart 13) Now, in yeviewing these standardization areas, there
were about 165 or 166 classes that were considered to have very little
standardization potential; and they were eliminated from consideration,

Actually to date there have been about 320 of the classes for which
standarldization plans have been developed. The current work load in
DOD is about 5600 projects annually, Most of these projects result in
the development and issuance(}fspecifications . standards, and handbooks,

One of the big problems that we have in the standardization area
is the problem of drawings. It is estimated that the Department of
Defense , all the agencies, own about 50 million drawings, which they
have used in production contracts; and they are accumulating them at the
rate of about 6 million a year,

Actually, it is estimated that the cost of these drawings runs to
a billion and a half dollars a year, which is a very significant portion of
our budget, |

In addition to having a great number, there were a great many
vafiations in the way in which drawings were prepared. The services
themselves and industry had no standard way of making drawings, After
about three years of work by the departments and industry, last year
we came up with Mil Drawirig Specification 70327, which was a standard
drawing practices specification, for use by the military; and it has been
adopted pretty much by industry too for their own work,

The next problem is, How do you get all of this engineering data

13




together in some way in which people can find out what has been done by
other people, particularly in the research area? Certainly there are
things being developed today by one agency that would not be developed
if they knew that someone else had already developed it. How do you get
this engineering data in such a form that you can collate it, catalog it,
and distribute it to the users?

We have a project now-l-it's under the cognizance of the Ordnance
Corps--for the development of a system by which we can exchange data,
either'by tape or some way., Standardization in microfilming, which
has been completed partially, will help a great deal in this.

Technical manuals have been a problem. Many industry associa-
tions have complained for the last five or six or seven years that each

: even
service, and sometimesAagencies within that service, have different ways
of asking a technical manual to be prepared—-different sizes, different
papers, different printing, different illustrations, 2s a result of which
we gtarted a project early this spring to determine some way of devel~
oping standards fc'>r technical manuals,

We found, for instance, -in the study that there were 230 basic,

pluss 137 detailed document¢now being used within DCD to cover the pre~
paration of technical manuals,

Ground support for weapons systems, With the number of different

- types of missiles being developed by the Military Establishment, each
one has developed ‘his own ground support equipment., Many of these
are very similar, but they are different. But we have a very active

14




project in attempting to come up with at least a common standard for
ground support equipment,

Single index of standards and specifications, There are some
28, 000 specifications and standards being used in the Department of Def-
ense and GSA today. There has not been a single index. Consequently,
although each department had a limited index themselves, people had no
way to cross-reference and look up 'to see whether a specification had
been developed in a particular area,

As you know, a specification is very simply .ju'sf . a procurement
document, It lists what the item is, what it is supposed to do, and what

" kind of- tests you should make to determine that its performance is up.to
what. it's supposed to do,

I mentioned the standardization references in our Catalog System.
This algo is important, and we are trying to improve this,

Industry prepares a lot of industry standards, So we should cert-
ainly use these if they are at all able to be adapted to our use, Recently
we were able to get the agreement of the military services and industry
to a standard way of coordinating industry's documents, so we can use
those which are suitable for use,

One of the biggest problems, of course, is reliability., And if any
of you have been in the missile field or electronics field, you have attended
probably the symposiums tﬁat have been held every three or four months
on the problems in reliability, It hasn't been licked. Put certainly a lot

more can be done in the way of reliability than has been done in the past.

15




The Darnell Study, which was a group of people of industry and
the military, developed some at least illustrative facty, which gave a
ifferent type of reliability standards and suggested that therec wac a
need for a collection of reliability data from the time of initial production
_ of electronice equipment to its eventual disposal, In other words, it was
a continuous process of getting test data and reliability data in the elec-
tronics area, It's very important, but one which is going to cause us many
probiemsrbefore it's ever licked,
I'll drop standardization and go to Materiel Utilization--the next
- program in the center, Materizl utilization really consists of two dif-
fereﬁt types of programs, One is the Excess Screening Program, and
the other is the Interservice Pregram, (Chart 14)
(Chart 14) This chart shows you the historical development of
the two programs. On the left is the Excess Screening Program. After
a department itself has determined that an item is no longer needed by
it, it is screened by the other Lepartment of Defense agencies and by

Federal ~nd civilian agencies, to determine if it can be used before it's

the
reported by / property - disposal officers for sale.

On the right is the Interservice Supply Support Program organ-

ization, which was developed and started in 1955, and finally was trans-

ferred to the Center in 1958,

We have actually three different types of organizations; A CCgG,

which is a Commeodity ~ Coordination Group, consisting of representa-

tives of the inventorycontrol points of the services; and Area Coordination
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Group, which is a territorial organization, very similar with or conform-
ing with the boundaries of the Army areas of the Army, but it also includes
the MNavy and Marine Corps and Air Forces in those particular areas; and
the Overseas Unified Commands and Specified Commands.

(Chart 15} This shows you the two different methods of screening
that are in use today--low value and high value, When an item ic deter-
mined to be excess in a department, if its value is $3000 or less, and it's
a line item, it has low-value treatment., It's sent to GSA regional office,
and there it ié a joint 60-day civilian and military screening, with a 15-
day donation period,' in which items are offered to the Boy Scouts or
some of those other things, like Department of Health, Education, and
Welfare agencies, which get it free of charge. Actually all of this
exchange here is non-reimbursable, even stock fund items,

Cn thg right is fhe high-value treatment, in which the SF 120!s
are made but, sent in to the Center’ reproduced; and printed, sent to
GS4, and also many other agencies, There are about four hundred fifty
or five hundred different agencies which get this ligt. It's a 90—dajr

the priority of
screening period, of which the first 30 days are /(:he military, and then
itls disposed of.

(Chart 16) There are some problems in interservice, ‘and I have
listed them on this chart. The first one is the problem of research by
an agency to determine whether an item which is excess in another service
can meet the technical or engineering requirements of his own service,

The second problem is the ADPS and our systems incompatibility.
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It is hard t{o get information from one system to another in such form
that they can understand it,

Then the third is financial problems~-problems of reimbursement,
apportionment, getting the funds back %0 the agency which was losing
the item.

And I think, last, and probably in somé respects the most important,
is motivation, or iack of it. Many people like to buy the item new rather
than get it from somebody else in . even a new or used condition, even though
%t has been in storage. So it's pretty hard sometimes to convince people

that they should take something that has already been bought by another
service and use it for themselves.

(Chart 17) The last function which I will mention is that which
is dealing with the operational analysis. The Analysis Staff iz composed
of 15 people. Its chief is Colonel De Luca, an Air Force officer. It has
& Navy captain, a Navy commander, a Marine full colonel, two Army
‘lieutenant colonels, and two Air Force lieutenant colonels, It has seven
GS 15's or 14's, all of whom worldefcti)r the military departmeﬁts prior to
their moving to the Center,

The keystones of the Analysis Staff's studies are quality and objec~
tivity. Thgir recommendations must be founded on complete research,
complete knowledge of the subject, and a full realization of the impact
of their recommendations on the logistic systems of the military services.

The Analysis Staff has completed a number of studies, One last year
led to the withdrawal of the single manager assignment to the Air Force
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which was made about three or four years ago but never implemented,
The study of the Management of Selected General Supplies led to the
establishment of the two new single managers in the Army-~-General
Supplies--and Industrial Supplies in the Navy,

In this study there were several things which were found which I
think it is important for you gentlemen to at least have an opportunity to
discuss or for me to discuss with you., (Chart 18)

In these military departments they manage an immense range of
items. The Army has almost 900, 000 items in its supply system; the
Air Force has about 1, 900, 500; the Navy has 1, 200, 000; the Marine Corps
about 300, 000,

The fundamental problem in all the military services is hew to
divide this jtem range into manageable segments, The two basic manage-
ment alignments are shown on this cﬁart + You either do it by commeodity,
where you assign an entire commodity area to one inventory control point
for management; or you do it by a program/mission/weapon system
relationship; or a combination of them. So the items are directly related
to either a program or a mission or a wéapon system, without regard to
the commodity er F3C,

However, there is a point to remember. Because of this, you can't
grab a complete Federal supply class for consolidated management without
item examination. (Chart 19) The Federal Supply Clasgsification
System is a logical, systematic grouping of items classified on the basis
of item characteristics. It was designed to facilitate supply management,
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not to dictate.

The materiel managerﬁent of each or all items within a class is

another consideration, and requires an item-by-item examination,

| Now, taking the first course, the FSC assignmentg;to inventory
control points certainly are not the same within each service, and the
fact that you can't grab a complete class for consolidated management,
you have to devise some system by which you can determine a method
of management of items in these areas,

In this next chart (Chart 20) it outlines a system by which consol-
idated maﬁaéement can be effected in the item range we're talking about,

The items group themselves under this in about three different
categories; those which I as an inyentory manager must maintain myself,
must manage, must buy all the way from research and engineering to
eventual disposal, These items are engineering essentials and the opera-
tional essentials,

The second type of items are those which I as an inventory manager
do not necessarily have to manage, but we should- retain the management
within the Department of Defense. That's the B Type item, we call it.

The third type of item is commercial common items which you
can buy off the shelf in local procurement or from GSA.,

Now, this system has been adopted by the military departments.

It is being used today as the basis for the assignment of items to the
General Supply, the single managers in Richm®©nd, and the industrial supplies
single manager in Philadelphia,
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It was also used for a fixed study of the construction and automo-
tive supply area which resulted in approval of two new single managers
in these areas last spring,

(Chart 21) This chart shows you the status today of the commodity
single manager assignments. The four which were designated in 1955
and 1856 is an inventory of 2 1/2 billion, sales of 2,2 billion, and about
45, 000 items.

There are four others that are in the process of organization,
They are now determining really the items that they are going to manage
and which will be retained in the services and which go to local procure-
ment. But these four--the items in it are subject to item management
coding--but the classes there involve about 3.2 biilion in inventory,

abhout
1.1 in sales, and i, 165, 000 items,

So that you have in being or in process now a single manager
assignment which, when spelled out, will have a total range of about
1,200, 000 of our items that will be subject to this coding exercise to
determineﬂ;:pe of consolidated management that they will have,

(Chart 22) We were directed last year to make a study in the
electrical and electronics area, The GAQO made a studytha; came out,
if I remember, in November or December of last year, in which they
recommended consolidated management, but didn't go into the details as
to how it was to be accomplished, or what the range would be, The
Analysis Staff started on their research spout the first of February, and we are

still working on the report,

In this area there are 900, 000 items, with an inventory that we can
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identify of somewhere between 3.5 and 4 billion dollars, Prqcurement
3.2--maybe * 3~-billion. Sales 1,2 bi}lion.

(Chart 23) In the Ceneral Supply Study there was another finding
that I think is important to all of us, and that was that there waz 2 need
in the development of these single managers for a uniform method of doing
busihess where unif ormity will pay us any dividends, particularly in
requisitioning, financial accounting, billing, crediting, inventory, trans-
action reporting, and what have you. We recommended in the General
Supply Study that the Chief of BUSANDA and the Quartermaster General
be charged with the responsibility of developing this system, because they
at that time had the only single managers in existence, The¥ were the
two operating agencies and announced the opinion--the twe operating agen-
c;'tes themselves~--that they could better develop this system , because it
would be a give-and~take prﬁposition, and cculd implement it without
having to go through this excess formal coordination period that exists
in DCD teday.

However, the departments fel’g that it would be better done by a
group of people at department level. Consequently, they organized what
was known as the Single Manager Systems Design Prcject, which was
broken down into four sub-groups; and this was the general cbjective as
shown on this chart.

The four groups have been werking since last February, They con-
sisted of some 35 or 40 people, The first one was to determine or recom-
mend a depot distribution system; the second, to find some uniform ways
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of doing business at the post, camp, and station level; third, from
the inventrol control point level; and the fourth group were to try to
find a c0mrﬁoh denominator in the financial operation area,

Looking back and recognizing the problems being created in our
depot system and for the consumers, I believe that this project should
have been developed and completed prior to implementing the four new
single managers. I am somewhat doubtful that the efforts of the ad hoc
groups will result in a truly integrated or simple uniform system,

(Chart 24) Where do we go from here?

The additioﬁal workload in creating these four new single mana~
gers .is- very substantial. Itermn management coding alone is an enor-
mous workload, Changes in cataloging and standardization re sponsibility
will have a significant impact.' Accordingly, I hope that the services
will have at least sort of a rest period for some time to permit the
operations to catch up with the major policy chénges.

The increase in the number of single managers, ~with the changes
in logistics respousibility of one-fifth to one=fourth of the entire range of
items, will throw our legistic systems into chaos unless it's done with
a strong hand at the rudder, but be sure that nothing untoward happens,

I certainly hope that the military can keep control of the single
mmanagers. One way to at least assist in that would be for the Joint
Chiefs of Staff to take a more active role and a more active inj:erest
not only in single managers, but the whole materiel area. They cert-
ainly should take a more active interest in single manager policies and
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single manager management,

I believe the Executive Directors will be given additional respon-
sibilities. We are just now in the process of giving them standardiza-
tion assignee responsibility for the classes that they are going to manage,
I believe that some form of front-end coordination or screening on new
items to be added in these areas must be added somewhere. Increased
participation by single manager activities in standardization, provision-
ion, cataloging, and even R&E seems probable. to me,

Personally, I believe that the congressional and public pressure
for further integration will not permit the preservation of the status quo,
I think the trend line for further integration, whether it is single mana-
gers or some other form of 1ntegfé.ted management, will continue, The
Symington Study is an example of this,

The military departments have been the forerunners in the devel~
opment and use of advanced management techniques, both in organiza-
tions and in methods. We should never be apologetic about it, If one
looks at the newspapers and sees some of the bankruptcies and closing-
out sales, you will realize that v;re are not the oniy ones that make mis-
takes. Curs get the headlines; theirs only the stockholders know about,

However, we are in an evolutionary period. Continued pressure,
some by informed pec.;'ple, some by uninformed, makes it essential that
we continually look at the ways we are doing business with an effort to
improve them.

I have given you in this thirty or forty minutes a brief resume':
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of the Center, why it was established, something about orga'nization, ‘
something of the programs, the business we are in. I think this Center
has been responsive to the services, we are a part of it, and I hope

that we can continue to help them improve our overall Department of
Defense materiel management,

Thank you,

MR, HENKEL: Gentle.men, we are now ready for the questions.

QUESTION: General, you have indicated that we have gone through
quite an evolution in these last few years which has been changing our
_supply structure, particularly in the area of integrating, or to some
extent centralizing, rather. I am real curious as to your forecast
as to what might happen in the event of an international conflict where
we had not had a chance to try out some of these new methods under
actual fire,

GEN, ALLEN: Well, about eighteen months ago, if Il remember,
there was a group gathered together under the auspices of the Depart-
ment of Defense c‘omposed of represieritatives of JCS and all the mili-
tary services to assess the war readiness or the capability of single
managd:® and these integrated systems to provide support. As a result
of which the study indicated that they gave as effecti:%pport as the
systems in existence prior to that time. I was on the panel, along with
representatives of the Marine Corps, Army, Navy, and Air Force, that
reviewed the report pribr to the time that it came out; and all of the

members--and they were all military members--were in complete agree-~
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ment that on the basgis of the test which was in Lebanon and a couple
of the small crises at that time, we felt they would be as responsive and
as effective as the syétems we have today.

In some respects I think it should give better service, because
you - do at least,with a wider range of customers, have at least an oppof-
tunity to get a little bit better requirements information, certainly
more demand information, and can respond as quickly, in my opinion, as we
could in the separate agencies before,

The fact that we will fight wars in the future pretty much as inte-
grated and unified forces indicates to my mind to some extent that an
integrated, unified system should be as responsive, You have to remem-
ber that today the Chief of Staff of the Army or Navy or the Chief of
Naval Operations or the Commandant of the Marine Corps cannot order
a single shot fired- in anger., The Chief of Staff of the Army does not
command the Army. Neithef does the Chief of Naval Operations command
the Navy. They are now commanded by unified or specified commanders
who are responsible through the JCS to the Secretary of Defense, Our
only responsibility in the Department today is for logistics service.

So to my mind some typé of integrated logistics support in the common
areas in which it will pay dividends can provide as effective support
as it wag before,

. QUESTION: General, don't you think that you will eventually reach -
the .law of diminishing returns, with increasing numbers of single mana-
gers, where they are becoming more and more complicated so that their
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customers won't know who to go to for what?

GEN, ALLEN: You put your finger on»what is one of the problems
in this whole area, We have four operational single managers today--
actually about three and a half, because the POL single manager doesn't
own any stock. He's really a2 purchasing agency and to some extent
a transportation agency. And they were very simple commodities,
They were easy, because we had had a marketing center a long time,
clothing and textiles are not too complicated, and medical is not too
complicated,

The nexi two--general supplies and industrial supp lies--are a

et

' get . A . .
little bit more complex. When you ,into automotive and inspection, it

gets more complex, We are nowin the study of what is probably the

most complex parts of the supply system of the Department of Defense~-~

. the electronics-electrical area,

The problems of trying to get these systems compressed, because
as each service now deals with its own supply system, now we impose
four or five or six or seven or eight more, there are different ways of
doing business in each one of them,

That's why I feel that this Single Manager Syétem Design Project
is so awfully important., And unless we make this thing work, I don't
think we should have any more single managers, I think we've got too
many of them unless we can solve some of tﬁese problems from the
consumer étandpoint, from the depot standpoint--the post, camp, and
station supply officer and the unit supply officer in a depot which has
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in it supplies of four or five or six or seven single managers, all of
whom are prescribing different ways of inventorying, reporting, credit-
ing, billi?zg; shipping, different types of forms and all that stuff, It's
a big problem; and I hope we can do something about it, But I think,
if we don't solve these things, we have reached the law of diminishing
returns already.

QUESTiON: General, would you address yourself to the question
of increased vulnerability to attack?

GEN, ALLEN: Well, vu'hler:‘a.bility means 86 many different things
to different people, I ﬂa]ii:;rig as you go over to the Pentagon and go to
the people in the vulner/, y;u get seventeen different answers providing
you change one factc;r in your assumption, So I don't know that it's any
more vulnerable or any less vulnerable than any of the systems we had
before, I can't anéwer, because I'm not too sure where the target areas

w ill be, whether they will be two million megaton bombs or two megaton

bombs or where,

My personal feeling is that if your single manager systems are
handled the way we have handled them in the past, and if this stock is
distributed in the way it's been distributed in the past, they should be

no
no more vulnerable, and probably/\less vuinerable. But it's purely an

opinion,
- QUESTION: The Government Accounting ©ffice, in its review
of the electronics field, made a recommendation that there be centralized

control; and also that the research and engineering phase of it come under
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this control. In your talk you alluded to the fact that wé may get into
this. This to me seems a little out of place for the supply and logistics
study to be able to dictate \.  to the operational group what items
should be brought into the inventory. Would you comment on this?

CGEN, ALLEN:; Well, this will only be an opinicon., I agree with
you. I don't think that any time the supply and logistics people should
bé able to dictate what items will come into the system.

However, 1 do feel that they should have an infiuence, because if
you already have, for instance, in stock items which are very close
to being as good as some being prorposed, there's a serious question
of whether you want to bring in something with merely a marginal
improvement.

I don't believe that the supply people should be able to control
research and engineering. ., I do feel that they shcould participate, cert-
ainly more than they have in the past. And I think that the logistics
people certainly havé something that is-useful and some advice and
counsel that the R & _Eﬁeo;:le could use at times very profitably,

QUESTION: Gene'ral, you mentioned four" different projects under
the Single Manager Design Project System Study Group, including
financial, supply procedures. They have been meeting since January
and February of this year, an entire year, 35 pecple, From what little

Army, Navy, Air Force systems
I I;now about this, I think the :./ . are highly incompatible in each
groups
area, and that nothing could be arrived at by .these/ .. other than some

sort of compromise, Obviously, they're having their problems or
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they would have reported earlier, Would you forecast that you think
that the results of thece four groups will be successful or not success-
ful? What do you think is coming out of it?
GEN, ALILEN: Well, I could only te‘ll you what I know about
the results of the studies é.s of last week.
. line
I believe they are coming up with a single /frequisitioning form,
a BAM card. I understand that the services are pretty much agreed
to this.

The Army and the Air Force intend to put this into effect completely
across the Army-Air Force system; in other words, not only for single
manager stock, but applicable tc all other things,

priority

They are adopting a JSC .. ' system which was approved about
two years ago, but .never implemented uniformly. There is still some
question as to exactly how they are going to implement it,

Those two things to date are the only significant accomplishments
that I know of. The depot team is stalled, I understand, The financial
team hasn't got off the grouﬁd yet. The inventory controi point team,
vAvhic‘h is going to attempt to develop uﬁiform methods on possibly trans-
actions reporting, inventory and stock problems, requirements compu-
tation, I have not seen their report yet, I am quite doubtful.

up, of

The problem you bringA the fact that we do have in existence a

number of different systems, and if you attempt to integrate a common

system, you are going to have to change to a great extent the existing

system, is a very real one, Frankly, I think we made a mistake in
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dividing it into four separate teams, Secondly, I believe that they
should engineer a system completely across the board, And I believe,
frankly, that we are going to have to do it sorxietime. I think they're
going to have to find new systems, even though they'fe not managed by
the samé people. Butl think we have got to engineer a suppiy system
acrdss DOD where people can talk; communi’cate, and get supplies in

.a common way, If we are going to fight batﬂes on an integrated basis,
we certainlf cught to be able to get supplies .to some extent in a common
way, not necessarilﬁr from the same soufce.

QUESTION: General, is there any parallel industry which has
-centralized ifs procurement operations? For example, does a diversified
industry like General Dynamics have a single procurement agent‘for
electric boats, in contrast to Stromberg-Carlson?

GEN. ALLEN: Frankly, I >don't know abouf those two that you
mentioned, We do. It varies both ways, You have highly centralized
procurement in some industrial organizations. You have decentralized
in others, There is in many a limit by which everjrthi.ﬁ‘g is bought below
locally and everything above centrally.

Most all of them have at least procurement policy documents by
which all procurement is at least controlled pelicywise, if not opera-
tionally. But it variés across the board, There are just as many
different ways of doing procurement in industry as there are in the
militafy services,

QUESTICN: General, has the electronics-electrical study progressed
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to the point where you might give us some indication of what we might
expect from the study?

GEN, ALLEN:" I can't give you any forecast of what the answer
is going to be from that study. I can tell you that we have had many
problems, that there are many agencies in the electronic area that we
didn't even know were there when they first started the study.

As a matter of fact, Colonel De Luco, when he was criginally
setting up his schedule for field visits, was going to complete them about
the last of August or the first of September, ‘But the farther he went
into the area, the more agencies he found who were supposed to be doing
certain things, and without a knowledge of what they we‘re doing, he
-Was unable to determine what actions should be taken, As a conseguence,
we added some twelve or fifteen different agencies, most of them at
thé DX3OD or joint level, ‘the last of which we visited, I believe, last week.

Sot?xiswers they aré coming up with I don't know yet, Maybe he
tnows, but he hasn't told me.

QUESTION:  General, you referred in passing to the DOD
Co'mmunications Agency, Do you feel that this agency, when it gets
started, will give the required support to the services in the way of

flexibility of communications?

CGEN. ALLEN: Well, I'm not an expert in this field, I have read
some of the studies that were made at the time they were organizing it,

But I don't feel that I am really qualified to say.

On the basis of what I understand they're going to do, the operation
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of the communicationg, the fixed communication lines, the long lines,

is still going to be under the céntrol of the military services themselves;

but the DCA itself is a fairly small organization, and it's an overall

agency that is going tor direct the other people as to how they will run

it, I presume, I don't know, frankly. The proponents .of it say it will,
QUESTION: Speaking of your comments in regard to an integrated

supply system, and from the point of view of uniformity in implementing

policy and administration, what would you consider to be the advantage

of continuiﬁg the assignment of single managers to the military depart-

ments ? Not just because it is customary to have them in the military

‘departments? Your idea is to get wider diversion cycles?

CEN. ALLEN: Well, I think to some extent you're right., HHowever,
‘let's just consider what would happén if you attempted to pull them out
of the Department. Won't you have more problems cf'eatéd than you
are solvihg by 80 doing? Think of the statutory regulations on procure-
ment alone that you Wouid have to solve if you had to take it out, your
organization problems, your recruiting problems, yow personnel prob-
lems, your rotation problems, There are so many advantages to taking
an existing organization and integrating a single manager in it, 2s opposed
to the creation of some other form of organization of which it would be

a part,




I will admit fhat each of the single managers has been created as
a low image of his own tech service, his own corps, a bureau in the
Navy, and his department. But as the e Xecutive directors themselves
began to recognize the fact that they are no longer a supplier ° only
of that military department, but now they are responsible for the supply
of these items across the board, for all other departments, I think ¥ou
will find that to some extent they are going to be a lot more responsible
in ways of doing business than possibly they have been in the past,
Thgreiare problems, though, in atitempting to get a uniform system,
as I just outlined in this Single Managers System Lesign Project. And
I'm not so sure that we'll solve all of them in my tim;a.

QUESTION: What have been the 'roles of J-4 and JCS in these
reorganizations ? Have they been actively in the middle of it, or have
they been mostly interested bystanders?

CEN, ALLEN: I would say, an iﬁterested bystander, Let's
just remember what the role of the JCS is in the DOD and how they
operate,

The Joint Staff itself undertakes no study unless they are asked by
a unified or specified command or by a member of the Joint Chiefs of
Staf’. V/hat I mean by that, one of the departments.

Since they have many problems anyway, é.s far as I know, no one
has asked them to make a study on the relationship of the single manager.
system toward the type of logistic support“fbich'xe unified or specified
cornmanders need in wartime,

34




at

So I can only say that frém my observation, they have been mostly
an interested bystander, although they did participate in two studies
which had some bearing on the single managers. They had one member
on the war readiness study that I menticned earlier; and I believe that
they had one member who is in one of the defense materiel improvement
projects, There was a preoject for the possibilities for the extenkion
of the single managers overseas, particulariy to Hawaii, And I believe
they had one member from JCS who was the chairman of that group,

The ‘1ast I heard, about two weeks ago, the team had not made a
report to date, because of=--I don't know whether they could agree on a
report, I haven't been able to finalize it and haven't been able to write
it, But those are the only two studies I ' know of in which fhe JCS
participated in which single managers were involved,

QUESTION: Ceneral, last spring the General Services Adminis-
trationndecided that they c‘ould provide things to the Department

?

of Defense better than the Navy's industrial single manager at Andrews,
and likewise better than the Army‘sr single manager at Richmond., Do
you mind telling us how that came out, and give us the position of each
in its involvement with GSA in supplying the militarj.r services?

CEN, ALLEN: I'm afraid I can't, because they are still nego-
tiating and having conferences, the last one of which was ﬁo later than
Thursday last week, #&nd I haven't even had an opportunity to find out
the results of that thing, That was on the hand teol area and some of

the general cargo, general supplies, with Richmond; and I think that
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DO and GSA and the others met and discussed that at great length
Thursday, but I don'f believe there were any decisions made,

Cn paints, I think they are furnishing some of them, but I'm not
too sure. And the whole policy on exactly where we go on GSA is still
slightly unsettled, |

I think the T.8A does have a definite role in the furnishing of some
of the common supplies; and I think that we could probably use them better
than we have in the past, becé.use each department, each agency, has
had a pretty much uncéordinated approach to how they would use GSA,

In cne area the Air Force would be buying from GSA and the other depart-
ments be buying themselves, and it would be reversed in the next area,
At least some uniformity would prevent some questiong beipg asked.,

QUESTION: General, unless I dropped a digit secmewhere, in some
few jears you've got some 40, 000 items under single managers here,
Now we're biting off over a million all in one bite. Is this rather fast,
and how long do you think it will be before they will accomplish it?

GEN, ALLEN: Well, the schedule on the implementation of -general
supplies and industrial supp]ies oriéinally was supposed to be by, I think,
the end of next fisqal year--no; it was 30 June '62, if I remember rightly,
My guess on construction and automdtive—-automotive may be able to
move more quickly than construction, because they actually only are
getting a package of about 2E?p22'cent more than they have been manag-

ing prior to the assignment of this area to them,
I would say that construction will be two to three years before they
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are fully operational, I think it Will be three years before you see the

effects of these, There's a lot of work to be done, an enormous lot,

And even on general supplies, for instance, on initial coding, they were

givir_xg them only a minimum amount of information about the items that
were being transferred or being suggested to be transfer 98 them,

So after they get the minimum item coding information,lj‘ any ques-
tions come up, they have to go back and get the technical backup data
and the information with regard to issues and demand volume--all that
infofmation. So it's going to take a long time to collect in one place
all the information necessary for these people to do an effective job of
management,

QUESTION: It has been my observation that we have been getting
a lot of extra drawings in connection with our procurement. Is there any-
thing being done 'to cut down the number of drawings ?

GEN, ALLEM: There was a study made by a group headed by
Mr., Bannerman, in Procurement Policy in CSD, about four or five months
ago, which was participated in by the three departments, in which that
recommendation was made~--that we were buying too many drawings
and getting drawings on things that we really didn't need, And a very
definite drive has been put on in the last six months to insure that the
people only bought the drawings that they really need for reprocurement
or maintenance or redesign--things of that nature,

I think you're right. I think welve bought drawings, and not only
drawings that we didn't need, but I think we have bought excessive numbers

37




of drawings, or copies of the same ones., But it's a hard one to lick;
no question about that,

QUESTICN: General:, I'd like to get a little better feel, if I can,
about some of these things, For instance, in the field of cataloging and
standardization, what are the types of people thtt are actually doing
this work? Are they military? Are they civilian? Are they contract
people? ﬁow are they organizéd? Can ycu give me some idea of the
number;s that might be involved in'the cataloging cycle and the stand-
ardization process?

GEN., ALLEN: In the Department of [Defence ?

QUESTICN: Yes, |

CGEN., ALLEN: Let's take standardization, That!s the simplest,
We have 32 people, which includes the clerks and stenographers, of
whom about 18 or 19 are engineers, professional engineers, both mechan-
ical, electrical, and electronic,

In the departments there is nobody that is really tagged, except

quariers '
‘in the department head, as standardization people. Tiere is a head-
quarters standardization office in the Navy, the Air Force, and the Army;
and I don't believe in those there are many more than maybe five or six or
seven people. They are really just administrators,

In the agencies themselves that do the standardization work, these
people are nominally engineers and are normally in research and engin-
eering, and they do standardization as a by-product, part-time job.

So they are projects that are farrﬁed out, and they do them in their spare
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time--not spare time necessarily, but part time, We don't have people
working on standardization solely almost except at the department head-
aquarters level and at the Center level,

Ag far as to whether they are civilian or military, I have one
officer in my Standardization Division, In the Navy I believe that;tﬁe
Chief of Naval Materials Cffice there are about three officers and three
or four civilians. It varies across the board. I would say, though,
that 80 to 90 percent of the standardization work is done by civilians,

In cataloging, we have in the Cataloging Division itself, Data
Processing has about 110 catalogers, or I would say, about 150. And I.
there is one officer in cataloging, and none in data processing,

In the departments I would say that there are probably 5 percent
and most of it is military and at least 95 percent civilian., Part of it is
done by contract,

You see, in the original cataloging operation, in buying new items,
many of these are included and the identification necessary to get it in
is done under the procurement contract itself to buy the item, So
much of that is contracted. There have been some contract. work done-
on certain phases of the cataloging in some agencies, but I don't get
a record of what is done,

MR, HENKEL: General Allen, you have given us an excellent

coverage of the Armed Forces Supply Support Center. Thank you very

much,

- e e o e am




